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danegemant Staff Study of Assessment Unit, Preining Diviaion,

3+ A Memecement Stalff study of the Assessment Unib, Traine
ing Division, oonducted intermittently Juring the montas of July
and August 1950 has revealed saveral besic problems wiich reguiras
immediste attention. It should be noted that certaln orzanizae
tional and staffing difficulties stemming from these basic problems
prompted the request for & lensgement study,

Z, While the originel intant of the Management study wes Lo
siaplify the internal pracedures snd work method enployed ia the
internal operations of the Asseasment Unit, it became spparent
guite early that the socope of the study must be extended to include
investl ation lite concepte and cutside influences besriag o tie
operetions of the Assesssent Unit. Congequently, M sousalons were
also held with Chief, Trainin- Division, Chief, 3taff I1I, OPC,
Deputy ixsoutive, O7f'ice o Speoial Oparations, Deputy Chief,
Special Support Staff, and Chlef, Iaployeocs Divigion, 3speeinl jupe
port Staff, All expressad the opinion ihat Assegsuaent, L1f judi-
olously administered, cen e a valusble adjumet to CIA persounel
activities,

32 The basic problems in the assesament sotivisy stem fron
four major fallings:

as PFallure {o coasider adminigbrative feasibility in

devel roLrt alss obally, mors plans, b shorte
t\‘) orm and long-range, have Lees formuleted for the asgessacat
S\* © s8tivity then for any other astivity inm CIA of comparable

sige and organisatiopal level., W%hile oms of the prizary
prinsgiples of sound menagement is "plamuing", in this
instance the contradictions arising in recomeiliation of such
Plans with each other snd with oparational experienss tend to

- senfuse rather than fc clarify the rols of the Agsessment
Units Yor example:

.

ARG

~ {1) In =& plan for the Asseasment Unit presentoed to
$he Trainimg Division Policy Sommitise, dated 27 June
1850, it was proposed that 7/0 provision be mede for o
staff of 57 of which 44 positions wwld be £i{lled by
psychologists. In conbtrast, in a memorspium, dated 3
April 1950, %o the Training Division Polley 3teff, the
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Ghief, Assessment Unit rolated the ooumprohensive sfforts
he had made to recrult payohologists for two existing
waorneles of & /0 of six, but with no suocese,

{2) In a memorandum prepared for the Offlce of
Poliey Coordinasion in Jomuary 1949, the Chlefl of the
Assesmuen: Tnit indlcetesd tha one psycholegist ecould
asposs five senlor offielal candidates per waek or 10
Jumlor candidatos por wesk or 20 clerieal candidates
per week, Assuming that all sgsessment sandidales are
senlor of fislals, which thwy are not, it would follew
that a staff of six psyshologiste could essess 30 oandli-
dates por week, "owsver, im a memorandum %o ths Chief,
Treining Division, deted 27 June 1350, 1t w=s lollcated
that a staff of six psyohologiats "gould handle a maxlmum
of 18 cases por wask, assuming that ell members of the
shalfl ure om éﬂwo

(3) The expension of the pesessment astivily is based
m a proposed expansion of thé Office of Peliey Coordins~
tiem, If the diffieulties in recrulbing peychologlsts
set forth im parmgraph 3a{l), above, exist, cen an nssess-
mout staff be reerulied and trained (Chief, fasessment
Unit indioated het six months to two years is resquired to
treis a payeholsgiat) to meet OPC needa?

{4) The projected asseassment workload ls besed prie
marily on OPCYs hiring policisg whioh makte assessmont
wandatory for all candidates 33-12 and sbove, It is noled
that the Office of 3peols) Opsraticns refers cendidates
for agzezament o & wich more seleotives besls, Thus, it
besomes spparent that no Agsngy peliey has boen saxtebe
lished ms %o ihe type of caundidates to be referrsd for
assesgmont, Likerlige, 1t should bo indicated that OPC
has net fully capaidered the administrative feasiblility
of implementing such a pollcys

(5) The purposes frr w:ieh sasessnent should be
utlilized have not been clsarly defined, Prasently, cendie

dates are referred %o obtalin dnta ou ihe individual for
purposes of,

{a) omployment;
{b) placement and reassignment;

(o) psyohologlosl dlagnosis when evidences of
neuroses 'mve beesn found; snd

i oy b1
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{4) individusl guldance and counseling.

Also, ao unilorm pattern has been estanlished regarding
the stage in the hiring or plucement prooess that es~
sesyment should teke place. An Ageney pelicy reflecting
thwise conslderatioms will greatly influsnce the workloed
of and work prosedures omployed in the Asssssment Unit,

be PFallure to raolsve the orgs-iestional placeaent of the
AsgesEsent Un 0 SLher personnel Tunstlons. OCrganizationale
17s the Kuses st it Bppoars to opsrate sutonomously withe
st spagific supervision, While sdminletratively attached to
the Training Division, the substantive progres MIlerences
have sxempted t:ds pctivity from substantive superviaion.
The only mupervision piven s been when the Chief of the
Asgpsament Unit hrg furned Lo the Treining Mrwision Poliey
Committee or one of 1ts membars for policy support for his
plane or opermtions. Thie frevdom has peraitted this Unit
%o deal direcily with Division Chiefls on ssessanent cases and
hag remulted in particlpetion of the Assesssent Unit 1o
sotivities ocutalde of its sogulizance to the detriment of the
ssseapoant progrem. On the other hand, although assesement
is one faset of the porsonvel fumetion, auly Formal exchange
sxists babwoen thw Assesement Unlt and the dpeclal Jupport
Staff,

¢ Fallure to integrate the Assssgment Progran with
sther related prozvens, '
{1} 3Svaluations of candidates for employment are
made by three sther organixatiocusl segments of the
Agenays

{s) The Test Jtandards Treiaing Bransh of the
Personsel Divisgion, :dniniatrative 3tall, alministers
intelli-once and sbility bveste to all porsons G99
snd below mking spplication to CIA. It 1 possidle
that this testing servios mizht be useful to the
Agwossmont Staff, Presently, nelther staff ls aware
of the work® progran of the other and the Chiefs of
thess sotivities have never uel,

(b} ®ho Inspeotion and Secqurity Staff subjects
an appliosat to a thorough security Livestizetion.

The results of neither the gecurity investigsbion
anor the polycraph are svailable to the Assessment

Approved For Release 2000/06/13 : CIA-RDP57-00042A000200110009-7

|



Approved For Release 2000/06/13 : Clg&-RDP57-00042A000200110009-7

SECREY

Staff, and ap-arently no effort has besn nsde %o
utilize these findings,

{e) Tho plasement officers of the Special
Bupport Stafl hawve also evalusted the candidates
quealifieations for the proposed assigumsnt and
have the rosponsibility for referring oandidates
30 vassnolos. Yeb, pecial Jupport Gteff has no
kaowledge of sasessment action unill two weeks
after sn assosgment report has been rendered.

{2) MNoreover, generslly-scvepted Agsncy eriteria
for evalusting $ralls and characterlstics requirsd lor
inoushents of CIA covert poslitione lhwve not boen de-
veloped for svaluatioss required in the placeaent,
training, or operating phases. Vegue snd limited lasiruce
theas sre given to the Assessment Unlt by the divislen
offieisls requastiag sssssement actimme. The assesstmnt
payehclozists themselves to 2 lerge extent debermine
what is required %o do the job. (likewise, esch othwr
evaluator sxercises his owm Judgment as to eriteria to
be omployed in %he evaluation,) Cleariy-defined, general-
iy-aosepted oriteria oeuld rule cut many candidates prior
to asssssment apd referral for dividional interviews, thus
seving sonsidersble staff time, Also, it would prove ine
valusble 1n evaluating subsequent jJobeperformance.

(3) '™e present assessment rejection rate is about
50 per oen%, Thls high rejection rate is & reflection on
the reeruitment notivities of the Agemay, or indloates
inproper assesspent directiom, or both. A oloss integra-
tion of all faopts of tis reerultment process should
tmprove this astivity to the extent that the rejestion
rate of aasspsment sould be oonsiderably lowerad.

d¢ Pailure %o yrecognise and Lo establish appropriate sale-
Ay SZRTEET KnOWE CILTLGLAWE Of DFrovious &S8essmont OrL8nicoe

L TTI 0 RORT GLECer Onargo 18Teled agalnal AABeas-

E by previous wenior Ageney ofPlelsls is thet 1t Lecomes an

sad in iteslf and exorts uwsdus influence on the parsonnal sodivie
tiss of the Agencye If assessment is recognired ag the "last
word®, and if the agsegsment of flelals san be persumded, inno-
semtly or oiherwize, So be influenced by offlece politics, then,
ssspsaent is in & position to control the succoss or fallure

of Ageney opmratiomy. Appropriate sontrols mast be este’llshed
%o insure that Ghess previpue errors are not rapeated, %hile
$his problem does not appoar to be merious st the present time,
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the Ghiel, Assessment inli, stabted that some division offi-
sials have referrsd omndidetes for ngsessment for the pur-
poss of overriding chbjections to suployment interposed by
the plasement officers of Liw gpecisl Support Staff.

4 Within the course cof the tudy, approximately 100 asscas-
ment reports were reviswed and 20 assessuent folders were exanined,
Certsin osses wers discussed with the payehologists to deteraine the
seops of mssessment sotlos. ¥nile lmok of professicnal tralning
in psyohology en the part of the Mangzeusnt sualyst precluded oriti-
olsm of the psysholegiesl prooesses employed in the operstion, oer-
tain questioredle fagtors relating to work methods and scope of
function rellested in the assessmont process were nobed.

8. Im some ocases, Tactors outside the ar sarent jurisdios
tion of the assessmon: proosss wers emphagized, such ma whather
the eundidate is a geod seourity risk, or whether the sandidate
ig professionally qualified for the position, Iikewise, fastors
oqtelde the scope of the pesition wers presented as reasons for
failing the nesvssmeht. For exmmple, it wes reported that the
candiidate sould do the jJob, bub could ot pass the training
ceurse preseribed for the Jobe

b, A dssire to socommodate the requester was also noted,
sgoecially in cases rolerved for reassipament purposes., Fhile
all tests ahowed poor ssores, theveport songluded that the
smployes has passed the sspsssment,

@ Then the request for sssessment indlosted only one or
two factors o be caaldered, s ocandidate with pemerally excele
lsnt soores waa rejected on the basls of one fastor, For
exsmple, Lif motivetion for the Job was found %o be for paraonel
aggrandisement, an otherwide excellent sandidats would bo rejected.

d., the placement function was oftem infringed on by recii-
mendeiions a8 to the zrafe-lsvel st whish ths ocaundidate ghouldbe
hired asd by recomagniations that the candidate be saployed
slsewhers, usually @RE, Ome oandidate with an unsatisfestory
work record and gonerslly poor soore was recommended for aasigne

wen$ as a manazesent analyst to make routine mansgement surveys.

. In the courge of the ussesament, the candidaie was
asked to repeat in writing informstion already availablo on his
form 87 or PR,

f. The time of quallfisd pasychologists was used %o adminigter
ol jective written tests, whioh task eould be adegquately performed

SECRE
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by & lowsregrade test administrator with psychological train-
ing euffielont to report the reactioms of the testess to the
veriousg teasts,

gs The personnel pepers on the candidate often were not
asde avallable to the psehols:ist untl] after the candidabe
had reported for testing.

"he sssesamrd reports contained somd repetitive and
seningly unnecessary informabtiam. For sxample, the proe
posed sssignment was indiosted at the top of the report and
agein in the body of the report, Inforaation sconteined in
the form 57 was ropested in the repori, Algo, the thinking
preosss of the psychdlozist whieh inoluded settingeforth the
pereonal history of the candidate was included, While suoch
dsta 1s valusble to tho candidate whan the agsessment is used
fer gounseling and guidance, 1%t is of 1ittle use to the hiring
offiglal unless he himself is & paychologiat and oen follem
the interpretation. In fact, 1t =may even confuge the hiring
offieial {f no firm eonclusion la presented,

4. Stendard psyohclogleal prosedurs preasgribes the
uks 1ization of twe oy more psychologists for sach agsessment
te neutralize the subjestive opinions resultlng from the cone
tact of the personalities of the psyoholegist and the candi«
dateg Until mere selontific paychologleal methods are found,
iy sppesrs that this duplicate offort must probadbly continue,

4+ GConsiderable time is consumed within the Assessment
guit in conferring on, reviewing, and rewriting assessment
preporte. In many oapes, the review and purpose of rewrite
sppeared Yo be rhatarical, rather than substantive,

k¢ Wnile it hax heen stated that this Tnit as presently
staffed oan handle mly 8 to 10 cases rer week, during one
weok of the survey, 1t was noted that the astaff handled 25
RIS :

1, The utilization of instrustors from e freining Sheff
o asslst in group screemings gugzesty that memns other than
& greaily expanded assossaent unit may exist by whish the
arfise of Poliey Codrdizetion recruitment and placement e ffort
my be Casillitated. Tais ta vitally important in viow of the
time factor.

8. The sdainigtration of the Assessmont Unlt loaves much %o

cof
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be desired. Perhaps, the _reatest fault is the lack of proper
supervision of the Unit as a whole which was digousesd in pere-
craph 5b sbove. Other defielencles notad followy

2 The sddibiomel stalf requestsd by the C hief, Assoss-
et Talt, does not reflect the true workloaed of the "nit and
gives undue enphasls to clerioal support, at ths expense of
the substantive program.

be There is considerable dlspersion of effort, The Siafl
of this wnit, partielarly the Chiefl, has expended energies
in many aqtivities autalde the Jurisdiction of this unit,
Thome inslude:

- {1} Reerulwment of psyohologists and other officials
for OPC Sotivities.

(8) Partielpation iu ozerational planning for OPC
astivition.

{3) Conmferring with oficials on plasement protless.
{¢) OounselMn:; and guiding problem employees.

¢« ¥o uniform procedure or ocontrol was employed in the
refeorral of candidstes for sssessment, Thus, no flrm asgess-
mend sehedule cen b Joveloped and no preliminery plasning
for the sssessment den be undertskmm,

de The aduinlstrasive activities have not been proporly
orcanised sc that eaplusion can ofYen result, oej., Hwo
instancos of misplaged pepars within onme wmonth were indlcated
by memeranda in the corvespundence fila,

®e Administrative implemeniation of new projeets and
changes was initiated before clesrances end approvala were
gbtained or before sufficient stafl was avallable to handle
the projeets, pussports and medical dlearances were
roqueted for '31 presentlywenployed psychologists, slthouch
the mpﬁué project had not as yet been submitted to the
Betiomal Seourity Counoll and no provision had besn made to
earyy on the assoasment sotivity in Weahingbon,

£x Poor marale anmong 4he employess, partiocularly the pro-
fassionsl steff, was noted, This sppewred to ba due ln large
pard te very eritical supervision, the chactie snvironment,
snd underwutilization of professionsl talents,

g The sutonomgus nature of the Aesessment Tall and a
proclivity to expand operatious beyond capacity to sbsarh,

1A
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has smised an umnecsssarily hosavy clerieal workload. Little
dopendenoe is placed on ihs faoilities of the Administrative
Ualt of the Training Divisien snd Shore appesred tob s little
or no soatrol over mupply proourement regquests initlated by
shis Unis, Por exagple, purchase orders were initisted for
the purobase of over 300 books for use by the Assessment Unit,
e szall aize of the Assesament 3tafl aund the limited spece
availadle to it makes this type of action appesr ludlorous,
I$ was ~oted that somo of the titles, whish ranged through
all fields of personmel, mmpagement, soslology, and related
sib Jeots, are prosently avallable to the CIA liurery located
in the Offles of follootion andMasemination, Othor sxanploa
of guestimable workioud are:

Stratesios Sl

{2) separates maiztenaice of expendable supplies,

g of I7 filo gales of the O’fice of
aggegarment roporia and curreat holdings.

{3) Preparation of wravel ordors snd reimbursement

]

{4¢) Meiniensace 5 files of 050 and OFC intersnal regu-
lations,

hs Test scoring repressnts one of the most oriticsl work
faotora in the progrem. FPrezent proceduress regulre sbout two
hours of seoring timd per osndidats. Ouly handwscoring methods
are eaployed. Sowcver, the Assessment Unlt is presently rente
ing sn IDN sooring aschine at a oost of §60, per month, whiech
ia 0ot belng used, Thers wer: indicstiams that the employee
respoasible for seoring is averse to using the washine axd no
offoxt has bosn made to resedy the situation,

L+ Approximately one hour of stemographic time is required
to take diotatiom, prepare & draft and then retype a final copy
of a marrative assesfnont report. Then a form is used for raports,
e mmuoe job can de perforaed in ten minutes if the svenographer
recolives & handewmritden draft of the form.

6 In view of the aboveestatad flndincs, it is recommended that

S« All fvture plens for the sxpansion of the Assessnent
adtivity be cleared with the Chief, Special Support Stafr, o
dotommine the adminigbrative feasidility of the plen and he
indicate the cstinated time required to implemsnt the plan,
before sueh requesis are referred $o ihe Bxecutive or Lo one
of the Staffs roporting to him.

SESReT
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bs OPC reguirements for assessment be adjusted Yo current
and projected stuffin; status of the Assessment Unit.

@ conjunction with\_8s Agency polioy be promuliated by the Joint Training Cea=
LD W68, Spocial Fuppert Steff, and approved by the Execu’ive
a3 %o type of candidates tolLerefarred to assessmeat, purposes
for which assessuont ls to be used, and the stage at which
assesament should be ineluded in the placement prosedure.

¢4 The Assessnant sotivity be governmened by such poliey
as is promulgated and its activities be strictly limited to
those dutles specified in the polisy,

®. Assegsment Unit be organizationally placed in the
Eaployees Division of the Spscial Support Staff, and the
wotivities of this Umnit be strictly supervised by the Chief
of that Division, Tho Asasgement Program be fully integrated
with other like ageney aectivities through the Ghief of the
dpecial upport Staff end maximum utilizeilion be made of
thess other Agency facilities in the assessment procoess,.

To A staff studyve initiated by Chief, Spscial Support
Staff, to develop in conjungtion with interested s talfs of
the Offige of Polisy Coordinetion, Training Mvision,and the
Offigo of Special Operations, e standard generally-sseeptsd
list of tralts and charecteristics required for specific
operationsl jobs in bis fleld., Jiach item on such a list siould
be olearly defined and the list siould be eiroulatec o all
interested persons t® permit uniform thinking in the rendition
of evnluations,

g+ The Chlef of iths Speclal Bupport Steff ahould establish
appropriate ccufrols to safegusrd sgalnst the misuse of the
sgsegerent function, Limiting the assessment finding to an
esvaluction of traits mud characteristics without & recommendae
tion =8 to hiring or placement action might provide one type of
cheeok.

be The procedure: szployed in substentive phases of the
sasessuent aotivity be purified to exolude overlap with other
aotiviiles and to eliminete unnecessary duplicetion of effort.

1+ A form for reporting assessment findinge which cen be

used both as a worksheet and sa a final report be adoptad.
A pomsible sanple is atteched as Exhibit A.
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J+ Intarnal review of assessment reparts be eonfined to
purely substantive issues.

X, The foasibility of group sereenin; »e further exrlored
snd willized wherever prscticabls,

1+« Damed on an sversge weekly workload of IT serdecovert
oases and five sovert csses requiring outeide assessment, the
Pollewin: T/0 for the Assessment nit e approved.

1 Ondet - G8=15/14
1 Pajehologist - 33=14/13
5 Paysholopiste - (8.1%/12
1 Stetistionl Analyst - (3a7
1 Test Adniniabystor - 38-T
1 Adulolstre:ive Agslatant - 3G=T
1 Sooring Assistant - G35
1 Searetery - (8-3

'I}' Clerkwsteno rapher - 3~

®, The payohiologiats be freed from btest adulnistration
duting and de accordsd Mull professional rescognition, if capable,
or otherwise he relisved from thelr assipgnmenis on the Assszament
Btaft.

n, The Speoial Support Staff placenent officers schedule
the assesgment ¢ames =and ingure that Assessment receives the
proper personnel pspers at least 24 hsura prior %o date of
agassament,

o, The Administrative Offloer organizabionally avallable to
the Assessmont it sceept proater responaibility Cor mich sup
port. We will dMsoumgs tils matter with appropriasie of "lcials
at suoh Ltine as a deslsion has been made as $o tha organizational
loeation of the Assessmaont Unit.

Pe The fszeasment it and Speclel Support Jtell tele im-
medinte steps to li-hien the olericel worklead Uy

(1} Zstellishing a contral expendeble supply room lor
budldings 18 end 14 or by ulilisdng the zow order form Tor
requastln; such supplies,

(2) Provide a vault area Tor lousing the Assesanent
Unit files.

(3) Eliminate waintenance of files of 730 and 0F0

strindebratizronp oulations, and other not persinent

et

Approved For Release 2000/06/13 : CIA-RDP57-00042A0002001100(5 -7



Approved For Release 2068/06/13 : CIA3RDP57-00042A000200110009-7

{4) OCemss overall consolidation of 038 files with
CIA files, effeeting such comsolilation only ai the thw «
former 058 emplp ee is resssesged.

ge Assengment Muld provide for thie dally ume of the 1NN
test sooring amciliue or return such maahine to the IBU Corporae
Won unless the TralaningDlvislion can show need for 15, (i,
25X1A9a I 112 Collow.)

7+ The above repord zay appear to Le a harsh indistment of
the present Assensment Unit aud iis Calef., lowever, the lack of
adsgquate supervision and theusbpunded sulhualngm of tho Chier,
Asgsamnont Steff Zor hls assigoment sust be considered. Further,
this Safl feels tiwre ig & definite need for sssessments, but
unless such a staff has s clear mission aad gosl ead preper organi-
satioml essigmmant end euntrol, we stand to lose as much or more
than we gsain.

25X1A%9a
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